[image: image1.png](Z Harvest Group

Landscape Business Consulting












         Client 101

Lost Job Autopsy
1) Purpose

a) Discover the root cause(s) of a lost job

b) Make systemic adjustments or develop a new process to prevent reoccurrence

2) History

a) How long have we had this job?   ____________________________________________________

b) When was the job start date?   ______________________________________________________
3) Start Up

a) What were some of the initial challenges of this project?

_______________________________________________________________________________
_______________________________________________________________________________
b) What was the initial QC score?  _____________________________________________________

c) How did the new job start up go on this job?   __________________________________________

d) How would we rate the overall start up?  ______________________________________________

e) What were some of our key strengths that occurred during the start up?

______________________________________________________________________________
______________________________________________________________________________
f) What were some of our areas of improvement that occurred during the start up?

______________________________________________________________________________
______________________________________________________________________________
4) Personnel

a) Who was the Supervisor?   ________________________________________________________
b) Who was the Foreman?  __________________________________________________________

c) How long had they been assigned to this job?  _________________________________________

d) What personnel changes, if any, have been made to this job?  

______________________________________________________________________________
e) How many changes were made during the history of this job?

______________________________________________________________________________
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f) Specify when and why these changes were made.
______________________________________________________________________________
______________________________________________________________________________
5) Client

a) Were there any changes made to the client contract?  

______________________________________________________________________________
b) Who, when and why? 

______________________________________________________________________________
c) How did we handle these transitions both with our personnel and with the client?

______________________________________________________________________________
d) How well did we perform the New Job Start Up Process when the changes were made?

______________________________________________________________________________
6) Quality Counts Scores

a) What were the last 3 QC scores for this job?  ___________        ____________         __________

b) If the scores were below standard, what was done to bring them up to standard?

______________________________________________________________________________
7) Employee

a) Why does the Supervisor think we lost this job?   _______________________________________

b) Does that response align with reality and/or what the client told us?  ________________________

8) Client Relations
a) Which of our employees was our closest contact with this client?  __________________________

b) Do we know the mapping of this organization?  ________________________________________

c) Do we know the chain of command (i.e., who reports to whom)?  __________________________

d) What are the names of other contacts we have within the client’s organization?

______________________________________________________________________________
e) What did we learn from the client debrief?  ____________________________________________

f) According to the client, why did we lose this job?   ______________________________________
g) What recommendations or suggestions did the client have?  

______________________________________________________________________________
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9) Financial

a) What is the monthly billing?  _______________________________________________________
b) Have there been any increases (e.g., when and how much)?  _____________________________
c) What was the percentage of work sales relative to contract value?  _________________________

d) What was the percentage of tree work relative to contract value?  __________________________

e) What was the percentage of extra work sales relative to contract value?  ____________________

f) What is the overall Gross Margin for this job?  _________________________________________

g) Specify the Gross Margins for Maintenance __________, extras ___________, trees __________

h) What “normal” extra work was done by others and why? _________________________________

10) Job in Jeopardy Signs
a) When did we first know that this job was in jeopardy?  ___________________________________

b) What were the initial signs?  

1) Change in HOA board members?   Yes/No

2) Warning letters?   Yes/No

3) Business not doing well?   Yes/No

4) Accounts receivable?   Yes/No

5) Lack of communication   Yes/No

6) Extras not getting approved?   Yes/No

7) Comments from client?   Yes/No

11) Job Turnover
a) How was the job turned over (e.g., sign-off, letter)?   ____________________________________

b) Was photo documentation completed?  ______________________________________________

c) If there are any AR issues, how are they being handled?  ________________________________

d) What was the final QC score at the time of turnover?  ___________________________________

12) Competition

a) Who was awarded this job?  _______________________________________________________

b) Why was this job lost to this competitor?

1) Money?   Yes/No

2) Capability?  Yes/No

3) Reputation?  Yes/No

c) What do we know about this competitor?  _____________________________________________

d) Have we lost work to this competitor before?  __________________________________________

e) If so, where and why?   ___________________________________________________________

f) Do we have this competitor in our recon file?  __________________________________________











     3 of 4
13) Collateral Damage Control
a) Does this job have any connection with other contracts we have or potentially might have?
_______________________________________________________________________________

b) What needs to be done to minimize any potential damage?  ____________________________
_______________________________________________________________________________
14) Root Causes
a) What reasons listed below best describe why we lost this job?

1) Under-estimated the job:  Yes/No

2) Did we estimate the correct hours needed to perform this work?  Yes/No

3) What areas did we underestimate?  Yes/No

4) Mow times:  Yes/No

5) Detail:  Yes/No

6) Pruning:  Yes/No

7) Weeding:  Yes/No

8) Over-promised and under-delivered:  Yes/No

9) Inconsistent performance:  Yes/No

10) Change in personnel:  Yes/No

11) Changes with client:  Yes/No

12) Poor communication (e.g., lack, ineffective, urgency):  Yes/No

13) Lack of relationship building:  Yes/No

14) Did not solve the pain points of the client:  Yes/No

15) Lack of trust:  Yes/No

16) Poor technical issues:

a) Irrigation issues:  Yes/No

b) Turf:  Yes/No 

c) Debris and housekeeping:  Yes/No 

d) Weeds:  Yes/No 

e) Tree care:  Yes/No 

15) Recommendations
a) What systems or processes must be adjusted?  ________________________________________

b) Do we need to make any personnel changes?   ________________________________________

c) What training must be adjusted or added?  ____________________________________________

d) How can we prevent this from happening again?  _______________________________________

e) What must we do now to improve our early warning signs (i.e., Job in Jeopardy program)?

______________________________________________________________________________

f) How has job quality affected any of these losses?

______________________________________________________________________________
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